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CONFIDENTIAL
CENTRAL INTELLIGENCE AGENCY

29 Aprdl 1954

MEMORANDUM FOR THE DIRECTOR OF CENTRAL INTELLIGENCE
SUBJECT: Propossd Terms of Reforence for the IAC Watoh Committee

The Board of Mational Estimates has ma the proposed
terma of refarence for the IA Wetch Comnittes — IAC-D-6/1
(Revised), Teb A, Attachment; 1, The Board is in eympethy with
this effort to asystematize the watch function and considers
the proposed terms of reference generally well sulted to that
purpose, Our primary oonoern is to ensure a olear distinction
botween the watoh and estimating funotions, In that regerd,
we fird cortain passages In the proposed text lisble to mis-
interpretatiom, with oonsequent possibilities for funstionsl
sonfusion, Owr spsaifie eriticisms and recomnendations follow
below,

1. Ihe Fregmblet we are deeply concerned about the
posgible misinterpretation of the last sentencs., Tt is obvious
that any wateh system intonded to gusrd against possible 4isaster
mst bo able to obtain immediste actlion on ita urgent require-
ments'. The gentence can be interpreted, howsver, to mean that
the least urgent concern of the watch system should have an
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sutonatic priority over the most urgent requirement of the
estimating syatem. This surely camnot hawe been intended,
Realistie prioritiss can be determined omly in relation to
specific competing requiremonts, Any attempt to assign an
autematis overriding priority to every requirement of ons intel-
ligence activity, as againet all others, must necessarily prove
wnrealistic, The second footmote on the page, slthough attached
to another semtence, is en appereni atiempt to supply the needsd
correstive, le econsidor it essential that the last sentonoe of
the Preamble be clarified, and believe that that can best be
done by direct emendment to read as follows:

The mission of alerting the Goverrment to indications
of impending hostile action is a vital responsibility of
the IAC to the NSC and will be undertaken collsctively
by the | IAC ngencies as & matter of correspondingly high
general priority.

2, mm:'toavoiduaeofthemrdﬂmmﬂ, vhich,
as the foolnote indicates, 15 a function of estimates as well
as of the watch system, we recommend that the gtatement be re-
vised to read as follown:

To alert the Government, at the earliest possible
time, to indioations of impending hostile action, by the
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USSR or its allies, such as would endanger the security
of the United States.

This revision should obviate the State footnote, the sgubstance
of uhich can be suitably incorporated in paragraph C §.

3. ZFupctions, porg, 21 4n oonsonance with our opening
statement, we concur in the State-Navy-Joint Staff footnote

and would suggest that the paragraph heading be amended to read

as follows:

To analyze and ewaluate information and intelligence,
both current and cumulative, on an all-scurca basis,
relating to the Watch Committes miesion, for the purpose
of detecting therein indieations of impending Soviet/Com-
mmist hostile action agatnst: ....

(Subparagraphs 1, 2, and 3 would then become a, b, and ¢.)

4. Pungtione, para, 2b: we concwr in the State-lavy-
Joint Starfdrootnote recormending the deletion of subparapgraph 2b,
believing that the heavy responsibility indicated in 2a (as the
text now stands) is enough %o require the full attention of the
proposed Indications Oenter, that the Cemter should not diffuse
its attention and effort, and that 2z can be oohstmed to cover
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all in 2b that 1z olearly pertinent to the Wateh Cemmittee
nission,

5. Hungtjons, para, 3: in consonance with the foregoing,
we recommend revision of this paragraph to read: '

To report promptly their sonclusions as to indications,
together with the signifieent evidence, ....

6. Functions, para, 5: in consonance uwith the foregoing,
we recommond that the State footnote on page 1 and the presgent

text of para, 5 be combined substantially as follows:

The wateh funotion is an alerting, not an estimating,
funotion, The watch and estimating fimctions are essen
tially complementary, not duplicative and competitive,

The body of national intelligence estimates, based on
deliberate analysis of all available evidense and expresaed
in broad conelusions regarding capablilities and intentions,
constitutes thg essential baokground for watch activities.
Such estimates, however, are subjoet to only oocasionsl
review and revision, The specific fumection of the Wateh
Committee 1s the continuous evaluation of incoming informs-
tion for the purpose of discerning such indications of
Impending hostile action as, in extrems cases, would require
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immediante US eounteraction, or, in less extreme cages,

would warrant immediate review of pertinent estimetive
conclugions,

7. Hahavanaemmantonthereminderofthedraﬂtcm
of reference,

—

Acting Chalrman
Board of Nationzl Eatimates
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